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DEVELOPER? OF A NATIONAL INTeLLT HNC PROGRAM 


Ae om a re Ne 


HE PROBLEM 


To recommend action pursuent to the letter from the President 
dated September 20, 1945 directing the Socretary of State to "take 
the lead in developing a comprehensive end coordinated foreign 


intelligence program for all Federal agencies concerned with that 


type of activity." 
RECOMMENDA TLONS 


It is recommended that: 
The proposed agreement establishing en Interdepartmental 
Intelligence Coordinating 4uthority end en Interdepartmentel 


Security Coordinating Authority conteined in Annex "A" be 


Q 
approved. AN 
Ni 
The letter in Annex "B" be dispatched. NY ; 
Ss 3s 
Centralized conduct of espionage and counter-espionage 5 s & I 
ci <8 
activities be approved in principle, subject to the formula- So 5 Se 4 
; Ot o's 
tion of detailed orennizational end operating plans. Sess S 
Z SSHa «a 
cc om ce WW 
In lieu of a central agency responsible for PEoduayne s 4 ase & 
390 a —! 
© <i 
national intellirzence estimetes, the projected Special gieeg 
P = es ii S oP oO 
Bstimates Steff of the Special Assistent for Kesearch and me be 
z 2S 95 nN 
intelligence be assigned this responsibility in collabora~ Q ® 
= SN 
tion with representatives from other interested agencies as 3 2 
3 wo 
described in the last parecraph of the following discussion. 
DISCUSSION 
: 4 | a i s ™~ 
fhe President, in a letter to the Secretary of State dated MS 
e dy 


September 20, 1945, issued ehe following directive: 


"I particularly desire that you teke the lead in develop 


decument has bee 


ing a comprehensive and coordinated foreign intel Ligence program 


for all “ederal agencies concerned with that type of activity. a 


the HISTORT 


This should be done through the creation of en interdepartental 


group, heading up under the State “epartment, which would formu- 


late plens for my approval. This procedure will permit the plenning 


of gompoete coverage of the foreign intelligence field and the 


assigning end controlling of operations in such manner that the 


needs of both the individual agencies and the Government as & 
t 5 


whole will be met with maximum effeotiveness. ‘ - 
690075 
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the Secretaries of War and the Navy, in a letter to the Secretary 
of State dated September 29, 1945, transmitted the recommendations of 
the Joint Chiets of Staff as to how best to “provide for the develop- 
netional security". Studies on various aspects of intelligence activi- 
ties in the post-war period have also been produced by meny other 
individuals and agencies, such as the Attorney Generel, the Director 
of the Sureau of the Budget, the Secretary of the Navy, the Director 
of Censorship, the Librarian of Conpress, and a committee in the 
War Yepartment. 411 of these studies and recommendations heave been 
considered in the preparation of this report, 

The President's directive clearly specifies that the coordinating 
authority must be en interdepartmental group heading up under the State 
Department, but it does not specify the organization, membership, 
or method of operation of that group. ‘he directive also estab- 
lishes the scope of activity of the group as the entire "foreign 
intelligence field." It does not confine it to “intelligence 
activities related to the national security", security(or counter) intelli- 
gence, censorship, or other specialized fields, but expends it to 
gover the furtherence of our nationel interests as well as the sefe= 
guarding of our national security. Jt therefore includes the commercial 
end cultural fields in addition to the military and nationel security 
fields. ‘he directive further authorizes the “assigning and controlling" 
of all foreign intelligence operations, and the formulation of operat- 
ing plans to accomplish this for the President's approvel,’ presunebly 
when necessary. ‘the directive does not specifically indicate the source 
of the funds, personnel, and facilities required to perform the coordi- 
nating function end any other centralized operations aeoned necessary. 
The interdepartmentel character of the group, under State Department 
leadership, implies, however, that such funds, personnel end facilities 
should be provided by the participating agencies, with the, principal 
responsibility resting upon the State Department. ‘the various factors 
which require decision under the President's directive are. discussed 
velow. | 
Organization of the Interdepertmental Group 

The job of coordinating the entire intelligence fields will require 
two separate interdepartmental coordinating bodies; one with authority 
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in the specialized field of internal security and security intelli- 
gence. This division is necessary because the agencies interested, 
points of view, end types of operations vary markedly in those two 
fields, ‘Some coordination will be necessary between the activities 
of the intelligenoe and the security coordinating aweneuieies. this 
coordinetion, however, is accomplished through the dual membership 

of three agencies on the two authorities and through the existence of 
@ single secretariat serving both authorities, : 


Membership of the Coordinating Authorities. a 
arabe Ae : 


7 
The Iinterdepartmental Intelligence Coordinating Authority (1.1.C.4.)., 
: ‘ 
will consist of the ecretery of State as Chairman, and of the Secretaries % 
of War end the Nevy, iieny other departments and agencies, such as 


Commer co, 4grioulture, freasury,’ Interior, Labor, etc., have an 


important but specialized contribution to make to and an interest in > y a 
a eee 
the Vovernment-wide foreign intelligence program. ‘the departments oe 
designated, however, are the principal users and producers of foreign . Cd oe 
intelligence. In determining what membership would be most satis- ee 
Pudeory, the relative advantage of including all departments of interest a << - 
had to be weighed against the disadvantage of creating bee. tenis end ae. 
unwieldly a top group. ‘the interests of the departments sane then State, 7 a 
War end Navy are provided for through representation on every Vommittee ane 


in which they have en interest. ‘hus, while the omission of many de- 
partments puts & special responsibility on the State Yepartment to 
represent their interests adequately, it is suggested that the member=~ 
ship be limited to the three principal departments. : 

liembership of the Joint Chiefs of Staff is not considered necessary 
or appropriate since their interests and requirements are not distinct a 
from but can be represented by the Secretaries of War and the Nery 

The Interdepartmental Security Coordinating “uthority (1686006) 
will consist of the Secretary of State as Cheirman, end of the Secretary 
of the Treasury, the Secretary of War, the 4ttormey General, and the 
Secretary of the Navy, These represent the only departments with major 
responsibilities in that field, and other agencies having specialized 
interests may be adequately represented on the proposed abagialied 
submommittees. | | 
Method of Operation, 


The functions envisaged for the coordinating authorities are the 


f lati ; 
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tions where the need exists. 
Formule tion of Plens for Coordination 

the formulation of plans for coordinating activities will be per- 
formed by the formation of committees covering specialized, subjects, 
areas, or kinas of operations. The intelligence coordinating “uthority, 
for exemple, will establish Committees which might cover such subjects 
as oieeaa and Government; People and Yocial Forces; Hoonomics; “rmed 
Forces; Geography; etc.; and such types of operations as otendeardiza- 
tion of Terminology, Forms and Procedures; +cquisition of "oreign Publi- 
cation; Mapping and Photography; etc. Yommittees formed by. the security 
coordinating “uthority might cover such ine beens as Censorship; travel 
Control; Preventive Investigations; Seourity Advisory Services; 

Economic Security Controls; etc. bach Vornmittee will consist of a 
Vhairman responsible for the effective conduct of the Sumeebeets 
affairs, and of representatives from ell agencies having official 
responsibilities in the Committee's field of activity. the chairmen 
will normally be detailed on a ressonably long-term basis from the 
arency having primery responsibility or interest in thet field, ES 
determined by the appropriete “uthority. “ach of the other members should 
normally be the official in his agency responsible for che’ conduct of 
affairs in theCommittee's field. In any case, he must be thoroughly 
cognizant of and capable of representing his agency's éigjentives end 
requirements in that field. 

The ul timete objective of each Gommittee will be the Ssubiniag 
review and development of a complete operating plan to achieve most 
efficiently and effectively the national objectives end requirements 
in its field, including those of all agencies. In most cages, this 
will have to be done piecemeal through the preparation of é series of 
detailed plens covering specific problems in the field. the first step 
will probably determining those problems, assigning them priorities, 
end mapping a program along that line. a 

In the case of each problem, each member will submit the require- 
ments of his agency, ‘hese will be collated end corefully studied to 
fill in eny gaps or omissions from ea national point of ew: 

the actual operations, such as collection, e valuation. and dissemin- 
ation necessary to meet these requirements will then be determined. 


Next, the Committee, by mutual agreement, will determine which agencies , 
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asodnplish the complete operation. ‘These findings, in the form ae an 
operating plen end in sufficient detail to permit their effective 
implementation, will then be submitted to the appropriate Authority 
for epprovel. ‘the Yommittee will subsequently keep that plen under 
sontitudae review, end recommend promptly eny desireble revisions, 
Bealls of Plens for Coordination. 

The responsibility for initisting and supervising the execution 
of epproved plans will rest with an bxecutive Secretary ee 
Authorities, who will also plen the suthorities' Aeburene,, Aes 
aad coordinate the Committees’ activities, end otherwise serve the 
authorities. kxecution of approved plens should normally consist of 
transmitting such decisions to the agencies designated to inplenene 
them, end subsequently reviewing the manner of implementation. 

In accordance with the President's desire for tate Deskeaneat 
leadership, the Secretsury of State as Vheirman of the into eies 
should eppoint the iixeoutive ecretary and his deputies, and should 
generally be responsible for furnishing the %ecretariat. This will 
provide for simplified, consistent and effective administration, 
erocureient of appropriations will also be facilitated, “he alterne- 
tive to this is either en independent budget, which is ek odewibie 
without legislation, or dispersal of the responsibility for adminis- 


a 


trative services emongst the participatins agencies, Such’ dispersal 


is undesirable. | 

To ensure that the officials of the various dopartnents primerily 
responsible for the conduct of operations are adequately represented 
in the affairs of the Authorities and to assist the Lixeoutive Secretary 
in conducting the 4uthorities'’ affairs and implementing their deci- 
sions, there should be an Advisory Group with the Seve uauiet consist- 
ing of full-time representatives of the above-mentioned operating 
officials. : 
paeauee of Centralized Operations. 

The actual performance of centrelized operations will. require a 
radically different procedure from that outlined above, and in fact 
should be individually designed in each case to fit the fees of 
operation. Certain basic principles may however be established. 

First of all, no central operation should be underteken which 
can effectively performed by existing agencies within the normal 
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teken only when required because no individual asenecy can effectively 
perform it. Second, when 8 centralized operetion is decided upon, 
responsibility for its effective conduct should always be placed 

upon a single executive, who should be responsible directly to the 
appropriate Authority. third, a centralized operttion should be 4 
completely cooperative venture on the part of all agencies heving 
official responsibilities in that field. The necessary funds, per- 
sonnel, end facilities should be provided by such agencies, apppr- 
tioned by agreement amongst them and with the approval of the 
appropriate Authority on the basis of their relative resyonsibilities 
and capabilities in that field. Any other solution will act provide 
for maximum utilizetion of existing resources, will aniscar ane over~ 
centralization and lead to unesonomital and unnecessary duplication, 
and will inevitably eves upon the basic responsibilities of 
existing departments end e senciles. 4n independent budget would 
require en ennual airing of the operation, thus jeopardizing its 
security which in certain cases would result in serious ieee of 
effectiveness, lioreover, it is Likely that independent azencies oute 
side the normal governmental framework would find it iorenetnsty 
difficult to obtain adequate funds. Finally, as previously noted, 
the President's directive, by its stress on interdepartnental activi- 
ties, implies a desire for cooperative, rather than independent, 


operations. 


Proposed fypes of Centralized Operations. 

centralized operations which have already been proposed include 
the conduct of espionage and counter-espionage activities and the 
production of national intelligence estimates. Other dipes of operetions 
which might later be given consideration as suitable to be conducted 
centrally are the production of topographic studies of specific areas and 
the maintenance of a central file of biographical Weeeea ot foreign 
personalities. . b 

The principle of centralized conduct of espionage end counter=- 
espionage activities should be approved, subject to the formulation 
of detailed orgenizetionel and operating plans by special’ committees 
appointed by the intelligence and Seourity Authorities respectively 


immediately upon their establishment. The difficulties, dengers end 


expense of such activities and the imperative need for utmost security 
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epueraliy controlled by s central Authority. Moreover, their usefulness 
to all arencies charged with sefeguerding the national security makes it 
ineppropriate and undesirable for any single agency to undertake such 
activities. 4ipportionment of the responsibility for providing funds, 
Rsmadaies and facilities will also enhance the possibilities of meintain- 
ing security. Such epportionment of funds not specifically earmarked for this 
purpose is understood to be acceptable to thevureeu of the Budget. 

It is further recommended that the Department of State oppose 
the establishment of an interdepartmental or independent agency for 


the production of nationel]l intelligence estimates. Intel ligence 


serra oS 
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estimates are useless if produced in &@ vecuun, They are useful only 
when they assist directly in the formulation of foreign policy, or 
the conduct of foreign affairs. Any intelligence agency producing 
Ssthieies must therefore be a part of somebody performing those 
functions, Only by such en integrated relationship can an intel Lie 
Bene). agency keep abreast of our Poreign ob jsosives end _affeirs BO 

that.it may assist in their eoconp)tehment and conduct. It hes been | 
suggested that a central agency producing national intol Ligence | La. 
Sutlanvee could serve the President, the Secretaries of Stete, War 
and Nevy and various interdepartmental groups dealing in Porsied 
affairs, ‘That suggestion overlooks the fact that the ppehore ny: of r 

State is principally responsible for advising and assisting ‘the Neos Bremen 
: | eal Bae Wnr 8 See 
President in the field of foreign affairs and for ee the 


activities of all governmental agencies in that field. a is there- | (nm 


fore appropriate that the Department of %tete assume the regponsi~ sat Rartred Ne “ot 
, re “tvlige rie eae 
aul ay, 
dade Speed, Waren, he 
with the: advice end assistance of other govennmental agencies, bach este ee 


bility for the production of any national intelligence vanimetes, 
Secretary should end will inevitably continue to look to ind own i 
intelligence agency despite the existence of a centrel cconay, | 

It is recommended that, in lieu of such a central ag seney, the 
projedted Special Estimates Staff of the Special Assistant for Research 
and Intelligence undertake the production of any nationel intelligence _ 
subonutes <pogutees by the President, the Secretary of State’ and other | an 
top-level or supra-depertmental officials and agencies of the Govern- 
ment. ‘or thet purpose, the Secretaries of War and Navy should be | 
invited to detail full time representatives from air, ground and 


navel intelligence to each of the four geogrephic sections of 
that svAPProvadJren Releage,.200A/10/4 PicGlARAP84s9022R008 40867 601350 


Commerce, Labor, etcs, should be invited as the nesd grises elie es Ty oT 
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ne event of disagreement within that reinforced staff, the heads of 
the interested agencies should attempt to reconcile such differences 
through consultation. *%hould thet prove impossible, the nature of the 
disagreement should be clearly stated in the finel es time te. 

| It is also proposed thet the Special Lstimetes Staff in the 
Department of tate, with the assistance of an dascusts number of 
representetives from the War end Navy Vepartments, shell assume 
posponeipiriey for prepering weekly political reports of the type thet 
are now produced independently, and with much aiplieebion of effort, 
by units in the Stete Department, the wilitary Intelligence Service 
and the Office of Naval Intelligence. In that menner 2 central reporting 
organization can be achieved end such organization can be given 
any other reporting functions of an interdepsartmental charecter 


which it can perform with advantage. 
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